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Chapter XI1. Conclusions

Two articles from the Fall 1957 issue of Studies in Intelligence might help

understand part of the di]em%? of OCR during the past twenty years ( 1947 - 1967}).

The first, by R.S. Cline (DDI from 1962 to 1966}, Is Intelligence Over-Coordinated? ,

discusses the possibility that coordination has been abused by the Intelligence
Community. Coordination has caused delay in the appearance of, and often vapid results
in the preparation of,national estimates, Cline suggesteds:
that the US national security system would be better served if the intelligence
community took a less vigorous view of the meaning of coordination and
substituted more informal techniques of consultation. In this way the
intelligence community could share knowledge and wisdom without delaying or
weakening the product. !/

By interesting coincidence, the next article, by R.J. Smith (DDI from 1966 on},

Coordination and Responsibility, stresses the need for coordination in the preparation

of national estimates., Briefly he discusses the ways to improve the procedural and
semantic understandings that would result in better products ''through gradual, slow
advance by small adjustments here and there.'' He concludes by stating that the
coordination process must stay because it is the heart of national intelligence;
the problem is ''to make it tick strongly." &/

OCR sometimes felt over-coordinated; it had many responsibilities, including

ard huvthis elemen

coordination with its many-Faceteéqnamiﬁiea&#ens. Although national estimates, coor-
dination and OCR do not seem related, the issues raised are similar. Two senior CIA
officials (both of whom were later DDIS and thus responsible for GCR)} had different
views about coordination. Divergence of opinion is healthy. The divergences emphasize
the difficulty in definition, whether it be coordination or central reference.

Central reference service has also been called the heart of an intelligence organiza-

tion, just as libraries have been called the heart of universities, What is important

to one group is inconsequential to another, Many differences are more semantic than
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1. Neither top CIA management nor the users of OCR have known exactly what were,

nor much less could they define the parameters of}a complepfi’tentral reference

gt ek o Slovelop. @ cawtuad pefeience qummnes
service in practical terms./It seemed as though management wanted OCR to ”tzzpmm
du::l:t—':m As related in Chapter XI, the DCI (McCone) in 1964 wanted the best

25X1A possible systems for the handling of information in CIA., Yet at about the same time,

auée vy
butg£:s¢ them several years
MQ"“—'—>
25X1A to 1967,A0CR'5 manpowe r
: ceiling was reduced_ in ten years. ﬁ_/ This included the
25X1A I . . . . .

- positions received from the State Department for biographic operations in 196}.
Reasonable proof has been presented to show that OCR wanted to improve its services
and "image'' consistently but was frustrated on many counts = management support,

ILLEG&B
¢}~ manpower, and money.,
/?
4 2. OCR played an important part in the coordination of intelligence processing
ILLEGIB in the US Govermment. Through its committee activities, such as AHIP, CODIB, and

PROCIB, OCR led the Intelligence Community in many joint efforts which eased the

burden on any single member. Some of these activities preceded Presidential,

Congressional and indeed CIA top management interest in how to handle the mass of

information pouring in to the US Government., Even in requirements and collection

guidance OCR did the spade-work for coordinating internal and external thinking in

g Tt mtd Qoo b

these areas. Resultant organizational componenti‘were removed from OCR jurisdiction,
3. A recurring theme concerning OCR was that it accumulated too much data and

therefore could not find efficiently the little useful 1nfgﬁ$£{%gnfig¥4:ﬁfxf1me

OCR could have cut its intake, staff,and costs by at least one-half. But which half?

From the very beginning OCR attempted to get analyst cooperation in determining what

receipts were importantg by ass\isting in certain steps in the intelligence document

SECRFT

Approved For Release 1999/09/24 : CIA-RDP84-00951R000200120001-8



Approved For Release 1999/09/248.5;&%IIDP84-00951 R000200120001-8

retrieval system, but these efforts were all spurts of momentary enthusiasm. In the
formative days of the Intellofax System, analysts did contribute abstracts, and some
helped with revisions of the indexes used by OCR. Usually, however, OCR had to
decide what to index and how to do it; at one time six vardews interpretations of
indexing systems were used to ensure adequate coverage of variegated materials

(Intellofax, Intelligence Periodicals Index, and the specialized indexing of the

Biographic, Graphics, Industrial and Special Registers}. As OCR sophistication

developed in processing its receipts, the quality of the selection ofuhaded@umpt t

Aplo-the syetems improved in all the iawmst divisions mentioned, But selection was

based ususally on request patterns, with a certain amount of “anticipatory' selection
also, Many crisis situations were provided prompt reference support by 0CR because it
had decided to process certain categories of material in different ways. The basic
soundness of the original planning for OCR was demonstrated by the fact that for at
least 15 of its first 20 years, it had the flexibility of operations to modify
procedures that produced results in an environment of constant change. There was also
a certain uniqueness to OCR's early operations for which there were not many prece-

dents, How does one handle enclosures to a special category of documents when they

25X1B

ran the gamut from |

OCR had to improvise as it went along.

Lk, Standing still in the sweeping flow of modern information handling techniques

tried nel te sland
is the certain way to stagnation in this fast-moving area. 0CR meMewrvstesd still,
: ~

and was in the active forefront of many of the best developments in the field. It
constructed some equipmen}fon its own, tested dozens of others, inspired experimenta-
tioq}and worked jointly with groups trying to achieve the ultimate. Always, however,

alrtidey
OCR wanted proof that the proposed system was better than the one iE&had. So it was
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with computers. As Robert Townsend,i¥ormer president of Avis, was quoted as

writing, "I've never known a company seriously injured by automating too slowly,

but there are some classic cases of companies bankrupted by computerizing premature-
Ty." é%/ Retrieval of information with the assistance of machines is only as good

as the system developed for arranging the information put into the machines, whether
the system is called classification or language or index. OCR did not want to go

too far too fast; it could not move into the computer world without adequate

preparation. As a well-known expert in the field of information systems, 1.A,

Wahrheit, 1BM, recently stated:

It is recognized that a program must be tailored to fit the available
resources and that it is not always possible to build an ideal system.
Nevertheless, design objectives must be established even though they cannot
be immediately realized, If the ultimate objectives are understood, then the
program development will be orderly and later reconversions will be kept to

a minimum. Therefore, even though the design objectives may not be achieved
for a number of years, they should be established so that current implementa~
tion can be carried out in a rational manner with some assurance that the
system will grow and develop. L/ 25X1B

) This is precisely what GCR did. In the case of- for example, the prohibitive
fiscal and manpower costs made adoption of the complete program impossible, yet the

many lessons learned were instrumental in the planning for the mid-1967 reorganization.,

IN 5EKT.¢—) Pioneer

L%, There were many people trained and employed iy OCR who developed into ixcadre

-

of real professionals in the field of information handling. When GCR realized the
dearth of professional librarians for recruitment, it selected some of its most

\r . c
promising librarians and sponsored this training for advanced degrees‘1n library
of OCR pesple and cther machineg
science. Scores were trained in pertinent aspects of IBMAcapabilities, both EAM and
A

EDP. Language and area familiarization programs were stressed for OCR analysts
DrofSScevia | CpfperFasr
A LTV

requiring this type of background to improve thei » Management

r
”n
courses were taken to develop potentials to deal with the increasing problems of

6 . s
good leadership, Attendance and membership in professional associations yas encouraged,
n
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25X1B

5. itself, however, was a traumatic experience for OCR. The paradox of
PHs{miy £ 25X1B

. top management W OCR retrenchment while Sl v2s planning for sizable
3 stale o f 25X1B
expansion reduced OCR to/\ schizophrenia, ﬂnl-ﬁea'dyrwﬁ%_«,w@{iﬂ“ﬁ%ﬁ uttdergeohe

pertods-of self.amalysis, even.selfeeff acemdit, thert Had-not improved weorate, Some
25X1B ,Wﬁfp,fécfé
ligenece

of the development work on Bl 25 done by people who were not inte
ThEy et prpcii,. ~0 kit Tl ol gy P~ fdh@ltﬁg bi 4
officers;m &s® cost conscious t ot *’bhe'—‘devvhpn%-,—rof
‘ « 25X1B Pll""ﬂ ki ‘
the mécChtrme . The 0CR people trained for IEEEE in many cases dﬂﬂbrilliantly but
OF ok, ofy. Yeiry owe jodumg ¢o5Y /i Alans Soralattets, hrdey,
}hey were bewildereg by the paradox meciicasd. I e rerttfor -ttt aversame
oh % find Wa¥ v W tiesy T4 .ngf.a._pétmmlw i, KL S dm sSruAfed,
the.llservant-master' . .relatioash ip that existed. % ;t(-#%eB@as»t -between if.and. iis towCse

Just@ne of the benefits, however, derived from [ i—poriiowtar, buttressed by

the reporting media required by PFIAB and PPB, was the development of better manage-

ment information than OCR had in the past, WWM
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7« The converse of the movement of key people out of OCR was true to a much

lesser degree. Few key people are known to have requested assignment to QCR. It

has had only three Directors: - (1947 - 1957); - (1957 = 1963); and
ten
-(]963 - ). There were edgiwt Deputy Directors from 1947 - 1969

25X1A

25X1A

At
?ers ordme=four came from outside OCR

though from NPIC, is considere
25X1A N

detail the chronology of the OCR service of its key personnel. Division Chiefs

,.

an alumnus of OCR). Appendix shows in

have had £ tong perloi of continuity. Though there was one rotation of three

Division Chiefs in 1961, there have been few changes since that time until some

new blood was promoted in rank in mid=-1967.

w 1963 - [o( ¢ [

25X1A

25X1A
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fs a result of the varied experience gained by many OCR peonle, some Agency ia?-(fg

,ngF
& components looked upon OCR as a training ground for excellent prospecaq the '"raids"
dep
Fi on OCR got so bad at one time that j¥# was compelled to insist on a two-year stay

in OCR by each new recruit. There were two sides to this situation! ghe was the
unfortunate fact that OCR salaries were lower, the work less intere;ting to some
and the opportunity for creative inteliigence activity seemed limitqugfhe more
positive side was that the people who left 0CR for other components brought with

25X1A them a knowledge of OCR capabilities. Many Agency components had leading people

trained completely or at least for part of their career in 0CR; to mention but a

25XIA  few with their next sssigment:

:[’{iE'ﬁ,' ig. The history of OCR is thus a record of proud achievements, much strain,

W&%@»WM@;‘W’%:

; lots of hard work, some inconsistencies‘A but above all - to complete the full circle

i, of condlusions - a determined effort to establish its identity. Was it really an
1
i O0ffice of Central Reference? For the future, will it truly be the Central Reference

“hggjﬁfﬁmni
Service of CIA?, The answer to both is negative., Some of the reasons for this have

already been z;+d. Conjectures could fill pages that still could quatify only as

opinion, As long as true reference services exist in components other than OCR,
it can only be considered an office of some reference services, ‘thether the basic
organization of CIA should be éhanged to make the conglomeratiﬁn of all reference

services a reality is outside both the purview and the competence of the historian.,

IIf.LEGIB
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In the/Fall 1957 issue Studies in Intelligence, twd articles though obiously

not writtef with this in mind, nng&heless might help explain part of the dilemna

of OCR duriny the past tweAty years (1947 - 1967). Thé first, by R.S. Cline (DDI

from 1962 to 196 Is Intelligence Over-Coordinated?,\discusses the possibility

that coordination has Bgen abused by the Igtelligence Community=Jt has caused
delay and often vapfq results in the preparaltion of national estimatds. Cline
suggested:

that the US- national security system would be better served if the intelligence
community took/a less vigorous vieW of the meaning of coordigfation and
substituted mbre informal technigfes of consultation. In thfs way the
intelligenc community could shafe knowledge and wisdom wifhout delaying or
weakerndng the product. i/

By inferes#ing coincidence, the Aext article, by R.J. Smjth (DDI from 1966 on),

Coordination aAd Responsibility, strgsses the need for coordination in the prepara-
tion of national estimates. Briefly he\discusses the ways jto improve the procedural
and semantic wWnderstandings that would reSylt in better products '"‘through gradual,
slow advance by 3pall adjustments here and t ere.!" He concludes by stating that the
coordination proceds must stay because it is the heart of national intelligence; the
problem is "to mak¢ it tick strongly,! =/

0CR sometimes felt over-coordinated; i¥ had many responsibilitfies, including

o with : : tudpalion
coordination ,-ase its many-faceted ramificAtions. Although nationAl estimates‘and
a met AedoTe Yo ywoe itcel ane. g ke b
OCR Fﬁ-y seem Ja Semoved, the 1——-—":"‘5'*" s o N = 2 =T ¢ Mo rertaverst- Lo ~06R ,

One ds that ftwo senior CIA officials (bofth of whom were later/DDIs and thus responsible

for OCR) had different views about coord? ation, Divergence df thinking is healthy,

z/mpd@a;%g:fio& d»t’%%l-'cuﬁ g am i, ¢ e, mCMw(fLeéewwq:

The di vergences oo rioOd kolz Tt o eskasnotisticl e e mmp

i R e D S

...

5
#ference serviceg hawe also been called the heart of an intelligence
um\ftm}@d,“um MMWMW% 4»”%%%%“
organ ization. erAle-F e b S S ST VI S — oo it eugtt-gs =~=~-_§5=-=—--‘--ll 9~
e MW o /UL‘LQ . @-
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1. Neither top CIA management nok the users o fCR have known exactly what

were, nor much less could they define the parémeters of a compleat/central reference

service in practil.l terms. It seemed as /though management wantgd OCR to 'be

McCone) in 1964

resaonable, do it my way." As related ip Chapter XI, the DCI

25X1A ) P ) ) o
wanted the best possible system”for the handling of informaffion in CIA. Yet at that
same time, OCR los} endindg with a combined
25X1A 25X1A |

FDD-OCR total of

authorized by 1 July 1964, The\next year an ther-were cut. =/

As a matter of fact)Z\ from 1958 to 1%67 OCR's manpoper ceiling was reduced from |
Ol uielistid, 22X 1A
25X1A .
o B 4/

the llll positions recefived from State for
s 196!
we

operationsg a fust 9 er-in ten years,
/A

jographic

25X1A

easonable

ILLEGIB , _ _ _
proof has been presented fo show that OCR wanted to improve its serviges and '"Yimage''
ILLEGIB consistently but was frusfrated on many counfls - manpower, money and management
support,
25X1A

2. OCR played an imp§rtant part in the coor&nation of intglligence processing
in the US Government. Through its rmwgg committee ac}ivities, such as AHIP, CODIB,

and PROCIB, OCR led the IntelNgence Community in mapy joint efforts which eased

Seme.

the burden on any single member) W&y of these actifities preceded\Presidential,

Congressional and indeed CIA yop management interést in how to handlg the mass
of information pouring in $6 the US Government/ Even in requirements and collection
guidance OCR did the spade work for coordinatfing internal and externgl thinking in

these areas., Resultant drganizational componerts were removed frog OCR jurisdiction.

3. A recurring theme ®eqcerning OCR was that™Nt accumulatgd too much data

and therefore could not find effigiently the little useful ifformation. At any time

OCR could have cut its intake, s¥aff and costs by at Jeast ohg-half. But which half?
From the very beginning OCR trfed to get analyst cgOperation in‘aetermining what

3 » » 3 ‘iﬂ - ‘\n 3 .
receipts were important,by gssisting certain st¢ps &#F the intelligence document
n
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retrieval stem, but these efforts wep€ alN spurts of momentafy ehthusiasm.
In the fdrmative days of the Intellgfax Systém, analysts/did contribute abstracts,
and sofie helped with revisions of/the indexes used by (CR. Usu#lelly, however, OCR
had to what-to index and pow to do it,- at one titse six various interpretations
of indexing systems were used to\ensure adequate coverage of Mgriegated materials
(Intellofax, Intglligence Periodicatg lndex, and the specialized| indexing of the
Biographic, Graphics, Industrial and Special Registers). As OCR/sophistication
developed in prpcessing its receipts, the qality of the seleftion of what to put
into the systefjs improved in all the in-put/divisions mentjoned. But selection was
based usually on“cequest patterns, with a/certain amount/of "anticipatory'' selection
also. Many crisis sithations we;e provided prompt referpnce support by OCR because
it had decided to process certain catefiories of materia\ in different ways. The
basic soundness of the original plannihg for OCR was demokstrated by the fact that
for 15 of its first
that”

procedures yet pro uc%&g results in an envirohment of constant chgnge. Besides that,

0 years, it had the\flexibility of operafions to modify

25X1B there was a uniqugness of OCR's early operations fQr which there weng not many

precedents, How doe€
o & SPQC'la
25X1B enclosuresﬂran the gamu

one handle enclosures to trangmittal documents,[when the
category ¢y doecumponts

from through
B oCR had to improyise many times.

4, Standing still in the sweeping flow of modern informatfon handling techniques
is the certain way stagnation in this fadt-moving area. OQR never stood still,
and was in the actijve forefront of many of the best dgyelop ents in th{é field., 1t
constructed some equipment)on its own, tested eozené,gg::pi ed experimentation
and worked jointly with mgny groups trying to gchieve the ulitimate. Always, however,

OCR wanted proof that thg proposed system waf better than the\one it had, So it was
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writing, “D)VL never known a complny sericusly injurfd by automating teo slowly,

but tacre some classic cases|of companies ban nted by comnuterizing nremature=
fy o/ ieval of information\with the assistande of machines is only as good

as the system 21oped For arranging the information Rut into the machines, whether

called fclassification or] language or index,\JCR did not want to qo

ithout adequate

recognized that a p
rces and that it is

ogram must be tailored to fAit the aveiiable
ot always possible to builfl an ideal system.
heless, design objegtives must be establishedfeven thouch they cennot
diately realized, Nf the ultimate objectives
ogfam development will by orderly and later recorfversions Wwill bée kent to
ives may not bel achieved

tidn can be

ome assurance that the
system will

This is precisgly what QCR did. In thk case of- r example, the prohibitive

scal and manpowg
many lessons ledrned were instrumental
5. Theref/were many people traine

of rcatl proffessionals in the field ¢f information hendling. When/0CR realized the

dearth of pfofessional librarians/for recruitment, it selected some of its most

oromising lidrarians and sponsor

:d this training for advancdd degrees in library

science. Scores Were trained in pgrtinent aspects of IEM Lapabilities, both £AM and

£EJP. Language and area familiarizatiog programs were strpssed for 0CR analysts

requiring this fype of background to igprove their servick capabilities. Management

courses were tdken to develop potentifls to deal with the iAcreassing problems of
oX i

ttendance and men

n

good leadership.

are undefstood, then the

o that current implementa-

the planning for the m\d=1967 reorganization.

and employed by OCR who deyeloped into a cadre

ced.
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Ssoa result O the varied expericnce gained Sy many JUCR neonle, sope fhacy !
§

E

comnonens Tooked upon 20R as a trainigd ground for excellentgfrosnects; the "raids't E
od dof oot so bad at one time that y¢ was compelled to infist on a twe-ycar stay i
in 00\ by each now recruit. Therefwere two sides to this| situation. Une vas the F
unvortuna lact that 2CR salaries warc lower, the work 18gs interesting o some 4
and the ocoportunidy for creative inkgi.igence ectivity scemed Wmited., The more ¢
mositive side was that the people who Tef™NQCR for other comnonentX bSroucht with !
' !

a knowledge off OCR capabilities. Many AgeRcy comoonents had legding seople ;

: trained completely or at least for part of theif career in 2CR; to fention but a !

ew with their nfxt assigrment:

25X1A

4
<

-

. The hfistory of 0CR is thus a record/of nroud achievemehts, much strain
Y , _ »

Hut above all - to cdmnliete the fuli

lots of hard fwork,; some inconsistencies,

of consiusions ™\ & determined effort to f£stablish its identity) Was it really an ¥

-

Giffice of Centra1;Re’drcnce? For the fupure, will it truly be theN\fentral Refercnce %
5 :
ﬁcrvice of CIA? Tﬁe answWwer to both is nelNative, Some of the reasons nor this have @
already been told. Conjedtures could fill pdges that still could qualily only as , g
opinion. s long as truf reference services exisy in components other fthan GCR, E
it can only be considdred an office of some referehce services. Whethler the basic |
brganization of CIAfshould be changed to make thefconglomeration of all reference E
;ervices a reali is outside;both the purview And the competenge of the historién.
: ?.
3
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